PLANNING AND MANAGING
FORESTRY RESEARCH:
A SELF-LEARNING COURSE

Developed at the University of Minnesota
College of Natural Resources, Department of Forest Resources
St. Paul, Minnesota, U.S.A.

In Collaboration With
The International Union of Forestry Research Organizations
Special Programme For Developing Countries
Vienna, Austria

September 1994

MODULE 4
PRODUCING AND DISSEMINATING
THE STRATEGIC PLAN




Table of Contents

Page
MODULE 4 - PRODUCING AND DISSEMINATING THE
STRATEGIC PLAN . e e e e e e 1
IntroductiontotheModule . ....... ... .. . 1
Initial Skill and Knowledge Assessment . .......... .. ... ... 3
Study Unit 4.1 - Formulating Strategiesto Address Strategic Resear ch
Issuesand AchieveResearch Goals . . ..., 5
Formulating Strategiesto Manage Strategic ResearchIssues . .............. 6
A Suggested Process for Developing Strategies to Manage
SralEgIC ISSUBS . . .ot 7
Activities- Study Unit 4.1 ... ... 9
SUMMENY . e e e 17
Study Unit 4.2 - Designing a Format for the StrategicPlan ............... 19
A Suggested Format for the StrategicPlan .. .......................... 20
Activities- Study Unit 4.2 . ... .. 23
SUMMEANY . et e e 29
Study Unit 4.3 - Developing Consensus and Gaining Political and
Public SUPPOrt ... 31
Gaining Political and Public Support .. ... 32
Maintaining Political and Public Support . ........... .. ... .. ... .. .. ... 33
Developing CONSENSUS . . . .ot ittt e et e e e e e 34
Activities- Study Unit 4.3 . ... .o 37
SUMMENY . e e e e 45
Study Unit 4.4 - Updating Strategic Plansin ResponsetoChange .......... 47
Anticipating and Coping With Uncertainty in Strategic Planning . ... ........ 48
Practical Procedures for Monitoring and Understanding Change . ... ........ 51
Activities- Study Unit 4.4 . . .. .. 53
SUMMEANY . et e e 59
Final Skill and Knowledge Assessment . .............. ... 61
Literature Cited . . ... 63

Readingsfor Moduled . . ... 65



MODULE 4
PRODUCING AND DISSEMINATING
THE STRATEGIC PLAN

I ntroduction to the M odule

Once you have identified the key issues, and established research priorities, the next
step in the strategic planning process is to develop strategies to address those strategic
issues and achieve the research goals and objectives that have been established for your
organization. Thisisanimportant step in the planning process, because it seeks to
outline what actions will be needed to achieve the goals you have set.

The final step isto formalize the strategic plan. This may or may not be necessary,
depending upon the intended use of the plan. Remember, the most important part of
the strategic planning process is strategic thinking and acting, not necessarily preparing
aformal strategic plan. However, organizations often find it helpful to condense their
strategic planning results in one document to assist in periodic monitoring activities,
for public relations purposes, and as a blueprint for guiding organizational change.

This module will help you develop practical strategies for addressing your
organization's high priority research areas. It will help you design aformat for the
strategic plan, as well as provide some advice on obtaining formal agreement and
political and public support. Formal acceptance will enhance legitimacy of the
strategic plan and of any subsequent strategic actions which may follow. Lastly, we'll
discuss the importance of periodic updates to the strategic plan, primarily by
monitoring changes in your organization’s internal and external environment, and
methods to adapt the plan to these changes.

List of Study Units covered in the module:

Study Unit 4.1. Formulating strategies to address strategic issues and achieve research
goals

Study Unit 4.2. Designing a format for the strategic plan

Study Unit 4.3. Developing consensus and gaining political and public support

Study Unit 4.4. Updating strategic plans in response to change
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Initial Skill and K nowledge Assessment

Module 4 - Producing and Disseminating the Strategic Plan

If you would like to find out how much you improve your skills and knowledge by
studying this module, we suggest that you complete the exercise on the next page
befor e you begin this module. Thiswill establish your current level of skills and
knowledge about the topics covered in this module. At the end of the module there is
an identical skill and knowledge assessment form which you can complete once you
have finished the module. By completing and comparing the before and after
assessments, you can determine the extent to which you have improved your skills and
knowledge.

Study Unit 4.1 2



Module 4 - Producing and Disseminating the Strategic Plan

Below are listed a number of skill and knowledge statements derived from the
objectives of the study unitsin module 4. These are identical to those listed for this
module in Study Unit 0.3 - Self-assessment of Training Needs, which you may have
completed initially to guide your course of study. Please read each statement
carefully and indicate with a checkmark the level that best describes your current skill

or knowedge, from 1 to 5, using the following descriptions:

N

g b~ w

| cannot perform this skill, or | have not been exposed to the information.
| cannot perform this skill, but have observed the skill or have been exposed to the

information.

| can perform the skill or express the knowledge with assistance from others.

| can perform the skill or express the knowledge without assistance from others.

| can perform the skill or express the knowledge well enough to instruct others.

Skill or Knowledge Statement

Your Level of Skill or Knowledge

1

2

3

4 5

a) Describe a 5-step process to identify strategies that will
address previously identified important forestry research
issues, or that will help your organization to achieve high-
priority research goals.

b) Describe the most commonly included elements of a
strategic plan, and why they are important.

¢) Develop aformat for a strategic research plan that is
appropriate for your organization.

d) Describe the importance of continuous interaction with
policy makers, funding agencies, research users, and other
key stakeholder groups to gain and retain political and
public support for your strategic plan.

€) Describe the types of changes in the external
environment and within your organization that could affect
future research needs and program activities.

f) Explain why it isimportant to update strategic plansto
adapt to changing conditionsin the external environment or
within your organization.

0) Develop apractical procedure that could be used by your
organization to periodically review and update its strategic
research plan.

Study Unit 4.1
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Study Unit 4.1
Formulating Strategiesto Address Strategic Research
| ssues and Achieve Research Goals

After determining the forestry research needs of potential users, assessing the external
and internal environments that are likely to affect your research organization,
determining the strategic issues to be addressed by the research program of your
organization, setting research priorities, and determining resource needs, there till
remains the job of formulating strategies for addressing strategic research issues to
achieve research goals. Strategies are "the pattern of purposes, policies, programs,
actions, decisions, or resource allocations that define what an organization is, what it
does, and why it doesit" (Bryson 1988). Strategies are developed to deal with
strategic issues or to achieve goals. They link the organization and its constituent
partsto its externa environment. In this study unit, we suggest a general approach to
developing research strategies that can be used by your organization in developing its
strategic plan.

Objectives
When you have completed this study unit you should be better able to:

» describe afive-step process to identify strategies that will address
important forestry research issues you have identified, or help achieve high
priority research goals; and

» usethisprocessto develop practical strategies for addressing these high
priority areas of forestry research, including strategies to strengthen
research capabilities.

Study Unit 4.1 4



Module 4 - Producing and Disseminating the Strategic Plan
Formulating Strategiesto M anage Strategic Resear ch | ssues

| dentifying key issues for forestry research and setting priorities on these research
options are important steps in developing the strategic research plan. However, this
process inevitably resultsin a compromise between what research is needed and
desirable, and what research is feasible, given the existing state of knowledge and
research capabilities.

Those who are directly involved in the political process, such as legislators and their
staffs and high administrative officials, usualy are well informed about the general
desires and needs of their various constituencies, and are in agood position to set
priorities and goals among broad competing areas of development. However, most
lack the information needed to develop effective strategies for achieving the goals they
desire. They often lack information about the specific needs of the varied potential
clients for the results of forestry research. At best, direction from the top can only
point in the general direction in which they believe forestry research should be headed.
Unfortunately, research suggestions that come from the top legisative and/or
administrative levels may not be feasible, given the human, physical, and financial
resources available, the current state of knowledge, and the knowledge of what can
and cannot be done within the constraints of the time and resources available. Further,
such top-down suggestions may be driven more by the knowledge of new funding
sources and topics of current interest to legidators, policymakers, and top level
decision makers than by knowledge of the needs of various client groups.

In contrast, those who carry out the research, such as research scientists and their
assistants, are often well aware of the state of scientific knowledge, and of their own
capabilities. They also know what kind of research program is most attractive from
their viewpoint and the viewpoint of their peersin their particular field of science.
However, research suggestions that come from research scientists may not take into
consideration the broader aims and goals of government, the limitations imposed on
funding by competing government programs, and the particular kinds of forestry
research results that actually can be used by potential clients to solve their operational
problemsin practice.

Potential clients for the results of forestry research may be well aware of many of their
needs for information and new technologies, but be less well informed about the
capabilities of existing forestry research organizations to meet those needs. They may
be unaware of how research might be able to help solve their operational problems.

Thus, in developing strategies for addressing high priority research issues, it is essential
to find some way to promote the interaction of these competing views of
research—the top-down versus the bottom-up development of research programs that
involve both the doers of research and the clients for that research. Feasible research
strategies that

5 Study Unit 4.1
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address high priority issues will emerge from an interaction of policy makers, scientists,
and research users.

A Suggested Processfor Developing Strategies
to Manage Strategic | ssues

Bryson (1988) recommends a five-part process for developing strategies to manage
strategic issues. For each strategic issue that has been identified, the following
guestions should be addressed:

1. What are the practical alternatives the organization might pursue to address a
particular strategic issue?

2. What are the barriers to carrying out these alternatives?

3. What major proposals might be pursued to achieve the aternatives directly, or
to overcome the barriers?

4. What actions must be taken within the next year to implement the proposals?

5. What specific steps must be taken within the next six months to implement the
major proposals and who is responsible?

The purpose of these questionsis to clarify exactly what has to be done, and who has
to do what by when, in order to effectively deal with each strategic issue.

For example, suppose a strategic issue facing a research organization (posed as a
guestion that the organization can address) is: How can we best recruit and retain a
highly talented and qualified research staff?

Practical alternatives to address this particular issue might include:

» better anticipate shortages of trained research personnel;

» amplify hiring practices,

» develop and maintain close ties with universities to identify potential
researchers for recruitment; and

* improve the system of rewards and incentives for researchers to increase
retainment of researchers.

Study Unit 4.1 6
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Potential barriersto realizing this last alternative, as an example, might include:

» lack of funding to increase researcher salaries,

» theexisting civil service systemisrigid and limits possibilities for career
advancement in research; and

» lack of funding to establish a program of financial awards for outstanding
researchers.

Proposals to overcome these barriers to improving rewards and incentives for
researchers might include:

» establish a program of nonfinancial awards and recognition to reward
outstanding research productivity, quality, contributions to technology transfer,
etc,;

» provide opportunities for international travel (to attend scientific conferences
or training courses) as areward for productive researchers. Seek funds from
international sources; and

» provide nonsalary benefits such as housing to productive researchers. Seek
funds from international sources.

The next steps are to identify the specific actions that need to be undertaken and
assign responsibility for carrying out the strategy to an individual or ad hoc
committee. Alternatively, the planning team may address only the first
guestion—identifying practical aternativesto deal with a strategic issue—and assign a
key staff member to follow up on one or more of the aternatives as part of the
implementation of the strategic plan.

7 Study Unit 4.1
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Activities- Study Unit 4.1

Please read the situation analysis presented below and answer the questions that
follow.

Situation Analysis

Imagine that as research manager, you have identified a number of strategic issues facing your
organization that must be addressed. One issue among many, which you thought was of
particular importance, is

"How can your organization ensure that the research conducted by your unit
addresses local research user needs?"

The questions below reflect the five-step process for formulating strategies to address
strategic issues. Please answer the questions below as they pertain to the local needs
strategic issue already identified:

Activity 1
What are some alter natives, dreams, or visionsyour organization might pursue

to address this strategic issue of addressing local needs? Useyour imagination
when you answer this question!

Study Unit 4.1 8
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Comment 1

Some examples of practical alternatives, dreams, or visions that your organization
could pursue to better meet stakeholder needs and to address this strategic issue could
be:

» Initiate procedures such as rapid rural appraisal among target client groups to
determine their research needs.

» Conduct surveys among field practitioners and scientists to determine their
views on research priorities.

» Develop mechanisms (field days, workshops, meetings, field trips, etc.) by
which scientists would have more frequent contact with field practitioners and
the targeted clients.

» Use onfarm research methods to ensure the interactions of scientists, field
practitioners and extensionists, and farmers.

» Conduct joint meetings with relevant stakeholders on aregular basis to ensure
that communication channels are open and used.

» Establish an organizational newsletter to encourage communication between
stakeholder groups, and to distill field experiences and research resultsinto an
easily readable format.

We hope you thought of others!

9 Study Unit 4.1
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Activity 2

What arethebarriersto therealization of these alter natives, dreams, or visions?

Study Unit 4.1 10
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Comment 2

Some barriers that may inhibit the realization of these alternatives could be:

Staff members, both scientists and field practitioners may lack familiarity with
rapid survey procedures such as rapid rural appraisal.

Some people (particularly scientists) may resent and resist including other input
into setting research priorities.

Scientists may feel they have little time for interaction with field people, and
field practitioners may not be motivated to spend time with researchers when
they feel the research may not benefit them or their clients (farmers).

Scientists may strongly resist onfarm research because of concerns about the
potential lack of control over the experiments, which could jeopardize their
validity.

Depending upon the polarity between parties, joint meetings between
stakeholders may turn into gripe sessions, with each group defending its actions
and viewpoints, an occurrence could inhibit communication even more, rather
than encourage it.

Funds, personnel, or adequate staff may not be available to generate these
changes, as well as to begin new programs such as newsdletter production and
distribution.

11 Study Unit 4.1
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Activity 3
What major proposalsor activities might you pursue either to achieve these

alternatives, dreams, or visionsdirectly or indirectly, or to overcomethe barriers
to their realization?

Study Unit 4.1 12
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Comment 3

Major proposals that could contribute towards the achievement of these alternatives,
vision, or dreams might be:

Institute training programs to familiarize your staff with rapid survey
procedures, such as rapid rural appraisal, to identify research needs.

Persuade scientists that outside input (particularly from users and field
practitioners) into the research agenda setting processis important to the
overall usefulness of the research results. Incorporating research application as
acriterion in evaluating researchers might be an effective way to encourage
collaboration with research users.

Conduct research that addresses the needs of specific stakeholders to win their
support.

Develop closer working relationships between researchers and farmers to
demonstrate that onfarm research can be done fairly rigoroudly, particularly
when there is an open relationship between the researcher and the farmer, and
each is convinced that they can benefit from the research. Researchers must
learn that there is a place for highly controlled research, and arole for more
flexible onfarm studies.

Funds can be applied for, grants can be found. With a well-organized vision of
the future, funds can be obtained more easly.

13 Study Unit 4.1
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Activity 4

What major actionswith existing staff might be taken within the next year to
implement the major proposals?

Activity 5

What specific steps should be taken within the next six months to implement
these major proposals, and who isto beresponsible for their implementation?

Study Unit 4.1 14
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Comment 4
Actions that must be taken by existing staff to implement the above proposals include:

* |dentify persons with expertise in rapid rural appraisal (RRA) in either your
organization, or another research organization currently operating in your area.
Organize a RRA workshop around this speciaist for the key stakeholders.

* Conduct formal and informal surveysto determine the extent of research
relevance, or irrelevance. Conduct meetings with your staff, and with those of
the field offices to solicit input on research priorities.

» Establish research applicability as a criterion for researcher evaluation.

» Make changesin the current research agenda to ensure that all research
activities have relevance to stakeholder needs and will be useful.

* |dentify particular researchers who seem interested in onfarm research and
support their onfarm collaborative activities viaimproved logistical and
administrative support.

» Carefully determine the direction of the research organization, and using the
revised research agenda, apply for grants or for improved core funding.

Comment 5

In this case, many of the longer-term (i.e., within one year) actions can be initiated
within the first six months. Persons could be assigned as required to accomplish each
phase, activity in the process of addressing the overal strategic issue.

We hope this example was helpful to you in understanding how you could formulate
strategies to address strategic issues. If you have time, we would suggest that you
take a few minutes and think about other strategic issues facing your own
organization. Using the process above, how could your organization address these
issues?

15 Study Unit 4.1
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Summary - Study Unit 4.1

This study unit has discussed how strategiesthat address strategic issues are formulated.
Strategiesare "the pattern of purposes, policies, programs, actions, decisions, or resource
alocationsthat define what an organization is, what it does, and why it doesit" (Bryson
1988). Strategiesthat are developed to deal with strategicissuesor to achievegoalsserve
to link the organization and its constituent parts to its external environment.

You learned about a five-step process for formulating and clarifying strategies and
completed an exercise that explored this processwith afictional example. While utilizing
this process can be helpful in the setting of strategiesthat address strategic issues and that
achieve organizational goals, it is important to remember that thinking and acting
strategically are essential for forestry research managers to enable them to effectively
manage their organization.

If you would like more information about formulating strategies to address research

issues, we encourage you to obtain and review the interesting articles identified in the
literature cited and other references listed at the end of the module.

Study Unit 4.1 16
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Study Unit 4.2
Designing a Format for the Strategic Plan

The intent of the strategic plan for a research organization isto provide a clear sense of
direction asto where the organizationisgoing, and ajustification asto why this particular
direction was chosen. One of the primary uses of a strategic plan is communicating this
overview of theresearch programto otherswho may not be familiar with the organization
in detail and need to obtain only ageneral sense of the proposed research program. If the
strategic plan is to serve its purpose, some care should be given to ensuring that the
format of the plan includes all the key elements necessary to describe and justify the
proposed operations of the research organization. This brief study unit outlines aformat
for the strategic plan that includes the key elements that should be discussed in the plan.

Objectives
When you have completed this study unit you should be better able to:

» describe the most commonly included elements of a strategic plan, and
why they are important; and

» develop aformat for a strategic research plan that is appropriate for your
organization.

Study Unit 4.2 18
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A Suggested Format for the Strategic Plan

Thefinal written strategic plan should briefly summarize the planning team's efforts. The
simplest form for a written strategic plan consists of the final versions of some of the
worksheets completed by the planning team (please see Modules 2, 3, and 4), generally
with the following components.

* mission statement;
» organizational mandates (formal and informal);

» external opportunitiesand threats (factorsthat might affect the direction of future
programs);

* interna strengths and weaknesses,
» gtrategic issues facing the organization;

» drategies to manage the issues (including personnel assignments and a time
frame); and

» procedures for updating the plan.

The components need not bein thisorder, and some may be combined with others. There
is no fixed outline for a strategic plan. Each is unique to meet the specific needs of the
organization.

Most strategic plans include more than these basic components. Depending upon the
complexity desired, the plan might include some of the following elements (listed in no
particular order) in addition to the those listed above (adapted from Barry 1986 and
Bryson 1988):

grand strategy statement;

statement of research needs, problems, or goals to be addressed;

strategy statements for organizational subunits or functions;

description of research program areas and plans,

staffing plans, including full-time and part-time;

financial plans, including general operational budgets, capital budgets, expected

income, and fund-raising plans;

» plansfor implementation strategies;

» avisionof success (apicture of what the organization would look likeif it fulfilled
its mission and achieved its full potential);

» organizationa structure (existing, proposed);

* governance procedures (existing, proposed);

» Kkey organizational policies (existing, proposed);

19 Study Unit 4.2
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stakeholders and relationships;

assumptions on which the plan is based;

facilities plans;

contingency plans to be pursued if circumstances change; and
other sections deemed to be important.

Thestrategic research planwill be used to explain, justify, and guide the research program
of your organization. To do this effectively, it should provide a smple, clear statement
of where the research organization is going with its proposed research, and why this
direction was chosen. To make the strategic plan useful, it should be kept as short as
possible (usually 10 to 15 pages) so that those who need to know will read it and useit.
A lengthy document is likely to remain unread, defeating its purpose. Where detail is
needed, it should be placed in annexes to the document, perhaps bound separately from
the main plan, for use by those who wish or need to know more. In thisway, the main
message of the document will not be obscured by less important details.

A key staff person, in direct consultation with the planning team, should be assigned the
task of preparing the first draft of the written strategic plan. The draft is then reviewed
and modified by other members of the planning team, key decision makers, and possibly
by key external stakeholders. After afinal review, the plan will be ready for formal
adoption and implementation.

The International Centre for Research in Agroforestry recently revised its strategic plan

(ICRAF 1993). The contents of the plan is reproduced in box 4.2.1. A full copy of the
plan is reproduced as an additional reading at the end of this module.

Study Unit 4.2 20
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Box 4.2.1. Contents of the strategic plan for ICRAF. Source: ICRAF 1993.

CONTENTS- STRATEGIC PLAN
International Centrefor Research in Agroforestry

SUMMARY
EXTERNAL ENVIRONMENT
Rura Poverty
Tropical Deforestation
Land Depletion
Resource Conservation and Sustainable Development
Agroforestry Today
|CRAF Today
PHILOSOPHY
Mission Statement
Agroforestry Defined
Goadl
Implementing Guidelines
Strategic Objectives
Setting Priorities
RESEARCH PROGRAMMES
Characterization and | mpact
Multipurpose-Tree | mprovement
Component Interactions
Systems | mprovement
DISSEMINATION PROGRAMMES
Training
Education
Information
IMPLEMENTATION and IMPACT
Programme Structure
Modes of Operation
Institutional Collaboration
Relations with CIFOR
Capital Development
Resource Deployment and Needs
Monitoring and Evaluating Impact
ACRONYMS and ABBREVIATIONS
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Activities - Study Unit 4.2

Please read the situation analysis below.

Situation Analysis

Jean, the manager of research for a national forestry resource organization in a developing
country, attended an international conference on managing forest research. During the
conference, several papers were presented that extolled the virtues of strategic planning as a
means of dealing with future uncertainty. Jean was impressed. His organization has
experienced serious problems in the recent past, and he felt his organization could do a better
job in determining the direction of their research program. Upon his return from the
conference, he immediately began to prepare a strategic plan. He didn't have any guidelines to
follow, except he had heard that strategic plans should be short. Three weeks later, he
presented the plan to the director of the research organization for his assessment and review.
Jean's strategic plan, as submitted to the director, follows.

Please read over the plan, looking for weaknesses, and answer the questions that
follow.

23 Study Unit 4.2
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National Forestry Research Organization
Strategic Plan

Mission Statement:

The organization's mission is to conduct forestry-related research that meets the needs of forest users and contributes to
national development. The purpose of our organization is to conduct research that contributes to a better scientific
understanding of our forest resources, and to develop means to ensure their protection into perpetuity.

In order to maintain harmony and improve research efficiency and effectiveness, the research agendawill in large part respond
to the requirements of the government, donor organizations, and the research staff.

Strategic Goal
To initiate and produce appropriate and useable research results that provide solutions for the pressing problems facing the
use and conservation of our nation's forests.

The Operational Environment

Our research organization operates within an institutional environment that affects its activities, efficiency, and effectiveness.
This environment has been changing rapidly as growing human populations increase pressure on our country's forest
resources. Rural poverty is being exacerbated as the rate of population growth exceeds the capacity of the land to provide for
these people. Thisresultsin migration of rural poor to urban centers, increased cultivation on marginal lands, migration to
forested regions, and depletion of the land resource base of smallholders.

Theimpact of these trendsis devastating to human welfare, and to the stability and integrity of the environment. Land
degradation and its effects in terms of deforested watersheds, soil erosion, declining productivity and crop yields, floods,
sedimentation, and other negative downstream effects are serious problems demanding attention by our research organization.
Since other government organizations exist to conduct research in fields related to forest use (agriculture, etc.), and since we
have along tradition of conducting quality forestry-related research, we will build upon these strengths and will continue to
focus only on the forestry-related aspects of these problems.

Strategic Objectives
In order to meet the demand for finding solutions to these pressing problems facing the nation's forests, the research
organization has determined a number of strategic objectives, as follows:

. to conduct research aimed at improving agricultural sustainability and the conservation of forest resources;

. to conduct research intended to increase our understanding of human/forest interactions, and the development of
specific technologies designed to reduce the negative impacts of human use of forest resources; and

. meet the growing demands for forestry research by strengthening our research organization's capacity to conduct
forestry research by securing greater funding, increasing the number and calibre of our research staff, and
expanding the scope of our research agenda to specifically address the issues and problems facing our forests.

Setting Resear ch Priorities

Our forestry research organization, in collaboration with extension and university personnel, will determine the research
agenda by carefully considering and prioritizing the many problems affecting the forestry sector and that require research.
Guiding factors will be our organizational mission, goal, objectives, and our organizational capacity to implement the
research.

Study Unit 4.2 24
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Now that you've read over this strategic plan, please answver the following questions.
Feel freeto re-read the text if needed to complete this activity.

Activity 1

What components are missing from this plan that should have been included?

25 Study Unit 4.2
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Comment 1

Missing in this so-called strategic plan are a discussion of the organizational mandates
and how they affect the operations of the research organization; a clear discussion of
external opportunities and threats, and internal strengths and weaknesses; and areview
of the strategic issues facing the organization, and strategies to manage these issues.
Finally, there is no mechanism described which indicates how the planisto be
implemented or updated. Jean obvioudly didn't fully understand how to draft a
strategic plan, or what to include init. His plan indirectly identified the important
issues to be dealt with, but needs much clarification and restructuring.

Study Unit 4.2 26
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Activity 2

Areyou satisfied with the manner in which Jean presented hisresearch
organization’s mission, oper ational environment, and strategic issue

management? Notein the space below any changes or improvements that you
might make.

27 Study Unit 4.2
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Comment 2

We hope you were not satisfied! While the mission statement identified the overall
direction and goals of the organization, it lacks inspiration, or a description of its
organizational philosophy or values. More importantly, the mission statement is based
on avery incomplete stakeholder analysis, and seems to ignore perhaps the most
important stakeholders—the users of the research and the local people the research
impacts. Jean seems to imply that the organization's primary concernisto serveits
donors and ensure its own growth and existence. |If thiswere really the case, the
organization is likely to be ineffective in solving the country's problems, and could
jeopardize its own long-term survival.

The section dealing with the operationa environment seems to be a combination of an
informal analyses of internal strengths and weaknesses and external opportunities and
threats, often termed a SWOT (strengths, weaknesses, opportunities, threats) analysis.
Jean has also mixed in some strategic issues into his discussion. Sorting out the results
of the SWOT analysis, as well as separately defining the strategic issues facing the
organization is the correct way to format the strategic plan. For more information on
the SWOT analysis process, see Study Unit 3.3 - Assessing external and internal
environments affecting the research organization.

In the strategic objectives section, Jean combines strategic issues with strategies and
management of these strategies. Apparently, Jean feels that the most important
strategic issue is organizational expansion, and disregards the information he presented
regarding other challenges posed by the operational environment. A clear depiction of
the strategic issues, particularly of emerging issues, and the strategies intended to
specifically deal with these issuesis required.

We intentionally created this situation in order to highlight in a clear way the
importance of proper organization and presentation of a strategic plan. Many plans
masquerade as being strategic plans, but unfortunately lack the essential components
that we have discussed in this study unit.

For a better example of awell-written strategic plan, please refer to the ICRAF
Strategic Plan included in this module's appendix.
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Summary - Study Unit 4.2

Strategic plans can vary agreat deal in form and content. Informal strategic plans may
exist only in the minds of decision makers, mapping out the direction of the organization
and guiding them in its management. Or, strategic plans may include only a listing of
issues and the strategies to deal with those issues. Formal, complete strategic plans
should contain an analysis and discussion of mission, mandates, internal strengths and
weaknesses, external opportunitiesandthreats, strategicissues, strategies, and procedures
for updating the plan. A formal strategic plan can be useful for assuring legitimacy for
strategic actions, and for communications and public relations purposes. They also can
serve: (1) asatool to unify diverse stakeholders and factions; (2) to assist in periodic
monitoring activities and in judging strategic performance; and (3) as a blueprint for
guiding organizational change.

Regardless of the format, keep in mind that producing a formal strategic plan is less
important than thinking and acting strategically!

If you would like more information about structures and formats for strategic plans, we
encourage you to obtain and review theinteresting articlesidentified intheliterature cited
and other references listed at the end of the module, and read ICRAF's strategic plan,
which is reprinted for your use in the section on readings at the end of the module.
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Study Unit 4.3
Developing Consensus and Gaining
Political and Public Support

In order to successfully initiate, plan, implement, report on, and publicize research
programs, aresearch organization must continually interact with policy makers, funding
agencies, and the end users of the research. National leaders need to be convinced that
forestry research plays a key role in achieving a sustainable national development.
Funding agencies must be assured that an organization's research program is consistent
with their own goals and objectives. And the research agendamust addressthe problems
and felt needs of the end users and beneficiaries.

Developing a strategic plan that addresses the exacting requirements and needs of many
different stakeholders and interest groups is no small task. Research managers should
cultivate ties and linkages with policy and decision makers, politicians, user groups, and
the public. The key to obtaining political and public support of your research
organization’s strategic plan is to directly and successfully address the needs of the key
stakeholders, and to ensurethat key stakeholders participate in the planning processfrom

the beginning.

Inthisunit, wewill exploretheimportance of obtaining political and public support of the
strategic plan. We aso will suggest anumber of waysto obtain this support, and to assist
you in justifying and supporting your organization's requests for funding.

Objectives
When you have completed this study unit you should be better able to:
* describe the importance of continuous interaction with policy makers,
funding agencies, research users, and other key stakeholder groups to gain

and retain political and public support for your strategic plan; and

» outline aprogram of activities to strengthen support for your research
program among key stakeholder groups.

31 Study Unit 4.3



Module 4 - Producing and Disseminating the Strategic Plan
Gaining Palitical and Public Support

A well-designed strategic research plan is of little use if it cannot be implemented. One
of the most critical jobs of the research manager isto gain the political and public support
necessary for implementing the strategic plan. In developing strategies to strengthen
political and public support for forestry research, several factors should be considered.

Competing effectively for limited funds

Forestry activitieswithin anational government must competefor limited fundswithmany
other governmental sectors—agriculture, health, education, transportation, national
defense, to name afew. Each sector has a seemingly endless array of critical needs. In
most countries forestry receives only a small percentage of the total budgeted for
governmental activities, and can easily be overlooked as being relatively insignificant in
the total picture. Forestry research usually comprises only a small percentage of the
forestry budget, or of the total scientific research budget. If forestry research managers
and administrators are to compete effectively with other interests for scarce funds, they
must find ways to help forestry administrators demonstrate how forestry can contribute
to national economic development and the improvement of human welfare, and how
forestry research can contribute to forestry-related development activities. Expenditures
onforestry and forestry research should bejustified on their contributionsto meeting basic
human needs, such asfood, housing, adequate water supplies, and a clean environment,
both now and in the future.

Under standing the formulation of political agendas and policies

To become more effective in the national arena, and become more visible in national
priorities, forestry research administratorsand managers need to understand how political
agendas and national policies are set. This understanding will enable them to become
more effective in bringing the needs and potential contributions of forestry in society to
the attention of higher level administrators, legidators, and the public at large. Many in
forestry research management and administration began their careers as scientists within
forestry research organizations, often as physical or biological scientists. Some may feel
uncomfortable about becoming active in the political arena. Others may enjoy it.
Regardless, forestry research managers must become more aware of the political
agenda-setting, decision-making processeswithin their societies, so that they can become
more effective in influencing resource programs and policiesregarding forestry research.
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Publicizing contributions of forestry research to national goals

It isn't enough to know how forestry research and forestry can contribute to sustainable
development, and how the political processworks. Forestry research administratorsand
managers must make policy makersand political leaders more aware of therolesforestry
can play in sustainable development. They must be convinced of the importance of
forestry research and its potential contributionsto the sustainable economic development
of thenation. Research managersalso must beableto generatewidespread public support
for forestry programs and activities. Generating public support may require investing
more effort in widely publicizing forestry activities and their contributions throughout
society, rather than concentrating primarily on scientific publications. Overall, this may
be one of the moreimportant and time-consuming tasks of the forestry research manager.

If the strategic plan is to be useful in gaining political and public support, it must be
distributed to those whose support is sought. The plan itself may be sent directly only to
afew key supporting groups who have the interest and need to read such a document.
Short summariesand brief descriptions of the program may be sent to various news media
for broader public information. Personal contacts with key groups by research managers
and administrators may be one of the most effective meansto make the plan more widely
known and to gain the necessary support.

Relating resear ch programsto concerns of stakeholders

Every stakeholder group faces a number of critical issues that affect their concerns and
interests. With limited resources, they often must make hard choices as to which issues
they should support, and how much time and funds they should devote to each issue.
They must be convinced that the time and effort they devote to supporting the research
program of a forestry research organization will pay off in terms of their interests and
concerns. Inorder to gain the support of any interest group, the research manager must
first identify the major concerns of that interest group, and then be able to show how the
strategic research program addresses those concerns (see Study Unit 2.3 - Identifying
stakeholdersand their concerns). Inorder to gainaninterest group'ssupport, theresearch
manager must develop information about how theresearch programislikely to affect each
interest group's concerns. This information must be conveyed to the interest group
through discussions and personal contact to convince them that thisis important to their
concerns.

M aintaining Palitical and Public Support

Whileit isnecessary to gain political and public support for your strategic plan of research
to ensure its acceptance and adoption, it is equally important to maintain that
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support as the program is implemented. Thisis a continuing responsibility of research
management.

Having once gained the support of influential political constituencies, thereisatemptation
to assumethat thissupport will continue over time. However, these different stakeholder
groups often have many concerns, and must confront a number of issues that are
important to their interests. Thereisno guaranteethat they will be ready, or evenwilling,
to support your organization's forestry research activities in the future without regular
periodic contacts to discuss how the research program activities are likely to affect their
interests. Personnel within interest group organizations change, and new personnel may
be unaware of, or beless sympathetic to, your research programand how it relatesto their
concerns. New issuesarise, and prioritieswithin interest group organizationschange. As
aresearch manager, you should bein regular contact with your political constituenciesto
be aware of changes within the groups that may affect their support for your activities,
and to reaffirm that support from time to time.

Weliveinadynamic world that can undergo substantial changein arelatively short period
of time. As economic, social, and political changes take place, new political
constituencies emerge, and the political and economic balance of power shifts. Research
managers must keep abreast of such changes, and continuously reassess their support
base. New environmental and resource issues emerge that may have to be reassessed in
terms of their relevance to the existing program of research. Old sources of funding may
stagnate or decrease, and new sources may appear, requiring a reassessment of existing
research plans. Key personnel, around which segments of your research program are
based, may leave, creating gaps in capabilities. New research capabilities may be
developed within the organization, through recruitment of new research talent or training
and education of the existing staff. For any of these or a number of other reasons, it may
be necessary to change or modify the research program of your organization. Research
managers must be alert to these changes, and keep key political constituencies informed
about external and internal changes that may require changesin their research programs.

Developing Consensus

In order to gain political and public support for a strategic program of forestry research,
those who must eventually approve and fund that program must be convinced that the
proposed research program is feasible, will be completed as planned, and will produce
results that will help meet high priority needs of society. Such support can best be
achieved by developing a consensus among all of the research stakeholdersregarding the
appropriateness and potential usefulness of the proposed program of research. If there
is broad agreement about, and support for, the research program among stakeholders,
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there is more likelihood of developing the political and public support needed to
implement the research program laid out in the strategic plan.

There also is a need to develop a consensus regarding the proposed research program
among the research administrators, managers, and scientists who will be involved in
justifying, administering, managing, and doing the research. Their support is essential to
the success of the program. Before they wholeheartedly give their support, they must be
convinced that the proposed research program is desirable and feasible. Their input
throughout the planning process is essential to ensure their support of the final product.

Before research results can be considered effective, they must be adopted and used to
change the ways things are done. If the results of the proposed research are intended to
be used by forest managersand users, thenit isimportant that these people are convinced
that the proposed research will be useful and will meet their needs, and are willing to
adopt and put into usetheresults produced. These user groupsare more likely to support
the proposed research program if they participate in developing the strategic plan of
research so that their viewpoints can be incorporated into the plan. There also isaneed
to consider the interests of others who may be affected in one way or another by the
adoption and use of theresearch results. Sincethereisadiversity of interests among the
potential clients of forestry research, there is a need to develop a consensus among
potential usersof theresearch, aswell asotherswho may be affected directly or indirectly
by their use, asto the usefulness of the research.

Achieving aconsensusregarding aprogram of forestry research among the research staff,
users, and othersis adifficult, but important job of the research manager. 1t may not be
possibleto reconcile all of the conflicting views asto what research can be and should be
done. However, it isimportant to understand and weigh the viewpoints of al of the major
constituents of forestry research, even if they all cannot be accommodated in the final
strategic plan. Their support of the proposed research program may be criticaly
important when justifying the program to those who are likely to fund it. In practice,
some compromises may be necessary in order to achieve areasonably unified consensus
among key constituents as to an acceptable forestry research program that they can
support.
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Activities - Study Unit 4.3

We thought it would be helpful to return to the forestry research organization managed
by Anita, as depicted in Study Unit 2.4. To refresh your memory, her story is again
presented here;

Situation Analysis

Anitais the research manager for a national forestry research organization in a tropical
developing country. She and her scientists feel they do a good job identifying and incorporating
the latest issues facing forest science in her country into their research agenda. She feels proud
that her organization's research program is producing large gains in knowledge on the biology
of her country's tropical forests and their management. Her scientists are well-known in their
disciplines, produce high quality research, and publish their results in international journals.
While she feels that the results of their research will eventually be used, Anita grudgingly
admits that there is really no mechanism to extend the information to those who could use it,
other than through scientific journals.

Her organization doesn't often publish nontechnical reports for the public, since their research
deals with complex topics which she feels the public wouldn't understand. Anita doesn't see this
as her problem; after all, her responsibility is managing research, and she really doesn't enjoy
or have time to deal with the public. She does have a vague notion that she needsto be morein
touch with people other than scientists. But she feels that since she sees other natural resource
professionals, politicians, and upper-level policy makers at social occasions several times a year,
that should be enough. Again, she's a scientist, not a politician!

So Anitais nearly always surprised and disappointed that, despite her institution's excellent
scientific performance, it nevertheless constantly (and unsuccessfully) strugglesto acquire
adequate funding to implement its research agenda. Her institution is, in fact, severely
underfunded by the national government, particularly for core funding. She submits her budget
each year and meets all the requirements and deadlines, yet is consistently told that financial
resources are limited and that her planned programs must be curtailed. Y et, other programs
within the government seem to be expanding in scope, at the same time her'sis being cut. She
feelsthat thereis little support for forestry research in her country. Lately, she's even been
considering applying to international organizations outside her country for core funding to
support her research agenda. Anitafeelsthat it's obvious that the major decision makers in her
country are incapable of recognizing the importance of supporting forestry research.
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Activity 1

Looking at this situation from a strategic point of view, why do you think that
Anitais having difficulty obtaining political and public support for her
organization’s resear ch activities? Write your response in space below.

Activity 2

If you were an independent consultant hired by Anitato help her improve her
relationship with policy makersand the public, how would you advise her to

improve her organization’srelationship with the public? Write your responsein
space below:
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Comment 1

It should be clear that Anitais not addressing the needs and requirements of key
stakeholders of her research organization. She has no idea how these stakeholders
(other than scientists) view her research organization, or the criteriathey use to judge
its performance. Policy and decision makers apparently see little value in the research
organization’s activities, as evidenced by chronically low funding levels, and its
inability to successfully compete for scarce funds with other departments and divisions
within the government.

Further, she makes no effort to publicize her organization's accomplishments, or to
design a research agenda to meet the needs of key stakeholders. Since the public
probably has little idea of the purpose or activities of the research organization, Anita
cannot generate public support to convince policy and decision makers to increase or
even maintain adequate levels of funding.

This example clearly describes the dangers and risks an organization takes when it
ignores the needs of key stakeholders. Anita has not achieved consensus on a research
agenda that meets stakeholder needs, in large part because she has no idea what those
needs are. Unfortunately, too many forestry research organizations resemble Anita’s.

Comment 2

Anita definitely needs some advice. We hope you advised her to improve her linkages
and communication with the public to increase public knowledge and presumably
public support. Anita could use her organization’s strategic plan as a public relations
tool to inform the public of the overall purpose, direction, and benefits of the research
organization. Distilling research results into smple language that can be readily
understood by the public and users would also be appropriate. Making an effort to
periodically inform the public of the results of the research activities of the
organization and their value to society via the media (publications, the press, radio,
television), as well as by public appearances and demonstrations, would also greatly
help Anita build public support and create a badly needed constituency for her
organization. However, it would be even more effective to ensure that the research
program is addressing issues that the public perceives as important, and then
publicizing this work.
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Activity 3

How would you advise her to improve her organization’srelationship with key
policy and decision makers? Write your response in space below.

Activity 4

What steps should Anita taketo be better ableto defend and justify her
organization’s funding requests? Write your response in space below.

1.
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Comment 3

To become more effective in the national arena, and to become more visible in national
priorities, Anita needs to understand how political agendas and national policies are
determined. With this understanding, she can be more effective in informing policy
and decision makers of the needs and real and potential benefits of forestry research to
society.

Some practical means for Anitato strengthen information flow to policy and decision
makers would be for her organization to produce publications that clearly and
succinctly present the current and potential values of forestry research to society. In
addition, politicians are extremely sensitive to the needs of their constituents—the
public. Should some of their constituents become avid and vocal supporters of her
organization and its research activities, Anitawill be able to bring considerable
pressure to bear on the policy setting-funding process. Lastly, Anita needsto cultivate
informal channels of communication to policy and decision makers. Personal meetings
with key policy makers, government decision makers, and members of other key
interest groups could generate more support for the research program. Frequently
interacting and working with people from the political realm could provide her with
important information that would help her understand their needs and the criteria they
use to judge the performance of her organization. It would also help her in
formulating and targeting funding requests and justification strategies.

Comment 4

Forestry organizations have to contend with a seemingly endless array of competing
critical needs to obtain a portion of very scarce and limited funds. Further, forestry
research usually comprises only a small percentage of the forestry budget, or of the
total scientific research budget. If Anitaisto compete effectively with other interests
for scarce funds, she must find ways to demonstrate how forestry can contribute to
national economic development and the improvement of human welfare, and show
how forestry research can contribute to forestry-related development activities.

Anita's funding request justifications should be based on her organization’s
contributions to meeting basic human needs, such as food, housing, adequate water
supplies, and a clean environment, both now and in the future. When making funding
decisions, politicians find evidence about the economic returns generated by forestry
research helpful in justifying the substantial costs of the programs, and supporting their
funding allocations in a public forum. Recognizing this, Anita should explore ways to
develop such economic data to support her funding requests.
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Activity 5

What steps might you take to strengthen support for your organization's

resear ch program among key stakeholder groups? Write your response in space
below:
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Comment 5

Of course, we can't anticipate exactly what your response might be. However, some
general steps you might take to strengthen support for your own organization's
research program among key stakeholders might include:

gain and maintain political and public support;

understand the process by which political agendas are set;

publicize the contributions your forestry research program has made toward
achieving national goals;

directly link the research to the needs and concerns of key stakeholder groups;
and

develop consensus among the key groups, actors, and organizations regarding
the research program and agenda.
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Summary - Study Unit 4.3

A well-designed strategic research plan is of little use if it cannot be implemented. One
of the mogt critical jobs of the research manager isto gain and maintain the political and
public support necessary for implementing the strategic research plan. Achieving
consensus among key stakeholders on key issues and strategies is essential to obtaining
political and public support of the strategic plan. Animportant role of strategic plansis
to serveasa"treaty" among key stakeholders, factions, and coalitions (Bryson 1988), that
brings these diverse groups together to hammer out a consensus.

Obtaining political and public support, and achieving consensus on strategic issues and
strategies, requires that key stakeholders be involved in the strategic planning process
from the very beginning. Developing a strategic plan internally, with little input or
participation from external stakeholders, followed by later attempts to obtain support, is
asure recipe for failure of the strategic planning process.

If youwould like moreinformation about consensus building and methodsto gain political

and public support, we encourage you to obtain and review the interesting articles
identified in the literature cited and other referenceslisted at the end of the module.
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Study Unit 4.4
Updating Strategic Plansin Response to Change

Strategic plans are toolsto help develop and guide your organization's research program
to respond to critical issues. However, over time, conditions and development priorities
change within a country, and research capabilities change as well. New research
opportunitiesand priorities can changewithin afew years, making the strategic plan more
and more obsolete. If the strategic planisto continueto be of use, it should reflect these
changing internal and external conditions. Inevitably, it will need to be periodically
updated to take new developmentsinto consideration. Thisstudy unit describes some of
the external and internal changesthat may need to be considered in updating the strategic
plan for your organization.

Objectives
When you have completed this study unit you should be better able to:
» describe the types of changesin the external environment and within your
organization that could affect future research needs and program
activities;

» explain why it isimportant to update strategic plans to adapt to changing
conditions in the external environment or within your organization; and

» develop apractical procedure that could be used by your organization to
periodically review and update its strategic research plan.
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Anticipating and Coping With Uncertainty in Strategic Planning

Every strategic plan is built upon assumptions regarding future events, which cannot be
known with any degree of certainty. Inevitably, the future brings about unexpected
changesthat cannot be foreseen at thetime plansare made. 1n developing strategic plans
for research, managers must recognizethat changeisinevitable. Sooner or later, any plan
will become obsolete and will need to be revised to reflect new conditions and new
opportunities that arise.

Strategic plans should include provisions for monitoring and evaluating the assumptions
built into the plan to see if they still hold, or if changing conditions suggest the need to
revisetheplan. Thereisaneed to check periodically to see whether or not the objectives
stated inthe plan are still relevant; whether the clientsfor theresearch, and their concerns,
have changed in any substantial way; whether the research targets have been met; whether
the personnel and resources expected to be available for research have actualy been
available, and have been used for that purpose; whether theresultsexpected fromresearch
were actually produced; whether the results produced actually reached their intended
users and were adopted by them; and whether the adoption and implementation of the
research results produced the anticipated results.

Every strategic plan for research should reflect the need to reconsider and revise the plan
periodically in response to changes in your organization's external and interna
environments. There is no fixed interval at which such a revision needs to be done.
Certainly it would be prudent to review the strategic plan at least every five years to
determine whether or not it adequately reflects the current situation. At that time a
decision must be made asto whether arevisionis necessary, based on changesbothinside
and outside of the organization. In today's dynamic, fast-moving world, substantial
changes in economic, social, and political conditions can occur within a relatively short
timeframe. Changesin key personnel can occur even morerapidly, with potential impact
on your research capabilities. It isimportant to be aware of these changes and anticipate
their importance to your research organization and their potential impact on the research
program directionslaid out in your strategic plan. Some of the changesthat may require
arevision of the strategic plan include:

External changes:

Changesin societal valuesand needs. Changesinthewaysinwhich society values
goods and services from forests and views forest-related issues may require changing
research priorities to better reflect those needs. For example, to meet an increase in
concern for environmental protection, your research organization may haveto accelerate
and/or expand its research into the environmental impacts of human uses and ways to
reduceor overcomethoseimpacts. Similarly, increased concernsabout meeting the needs
of indigenous or local people, or maintaining biodiversity, may require a new assessment
of research priorities. If substantial changes in your organization's research program are
required to meet these new needs, it may be necessary to revise your strategic plan. Or,
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ashift in emphasisto increasing reforestation efforts on degraded lands, or social forestry
activities, may require revisions of the strategic plans to address these new directions.

Changes in government policies. Changes in government policies that reflect
changing priorities may result in changes in economic development programs and
objectives. This, in turn, may require a shift in forestry research programs to better
address the needs and objectives of these changing priorities. A shift in emphasis in
government programs, for example, from job creation to improved environmental
protection, may require a shift in research program priorities and a revision in your
organization's strategic plan.

The addition of new clients for research. The identification of new clients to be
served by your organization's research programs may require revising your strategic plan
to ensure that their concerns are addressed by the proposed program of research. For
example, a new program to address socia forestry may add a number of new
clients—villagers, farmers, and rural residents—who previously had not been considered
part of your research clientele. Such groups of people are likely to require a different
approach to research and dissemination than had been used previoudy in your
organization.

Changed responsibilities and program directions of old clients. If program
directions of existing clients change in response to changed responsibilities, the strategic
plan may have to be revised to reflect changing needs for research. Thus, for example,
if a forest land management agency that formerly was responsible primarily for the
management of government owned land were directed to take on new responsibilitiesin
social forestry, including agroforestry and community forestry, then it islikely to require
help in developing information related to these new tasks. It may turn to your forestry
research organization for help in its new assignment, which would require you to
reappraise your own research programand perhapsrevise your strategic plan of research.

Changes in research funding opportunities. Opportunities to secure additional
funding from new sources or for new research programs may require you to reassess your
research opportunities, and develop a new set of research priorities based on the new
funding opportunities. Or, if old funding sources decrease or disappear, areappraisa of
research priorities may be required. If the changes are substantial, this may require
revision of your strategic plan of research.
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Expanding concern about global issues. With an increasing need to rely upon
sources of funding from outside of your country, there is also the need to address the
issues of concern to themin developing your research program. Many of these concerns
relate to global issues, such as globa warming, the loss of biodiversity, the preservation
of unique ecosystems and wildlife habitat, the preservation of indigenous societies, etc.
Although it might be difficult to justify the use of national funding to support research on
some of these issues, given the scarcity of such funding to work on national problems,
research on these issues may be given top priority by many funding agencies outside your
country. Inorder to secure funding from these agencies, it may be necessary to develop
a research program that contains a component of work on global issues, as well as
national and local issues.

New scientific discoveriesand/or technologies. Asnew scientific discoveriesare
made in the various fields of science related to your program of research, and as new
technologiesbecome availablethat facilitate new waysto conduct research, your research
program and strategic plan of research may have to be revised to incorporate these
changes.

Internal changes:

Loss or gain of key personnel. The loss or gain of key personnel may seriously
disrupt anexisting research program, particularly insmaller research organizations. Often,
small research groups may have only one senior scientist who can carry out research in
aparticular discipline. If thisscientist wereto be promoted to an administrative position,
or leave for any other reason, the line of research conducted by the scientist may have to
be discontinued if no other comparable scientist could berecruited. Similarly, theaddition
of a qualified scientist with particular skills, knowledge, and interest in a new field of
scientific research may present opportunitiesto pursueresearch intotally new directions.
Any substantial changesin research programs of this nature might require revision of the
strategic plan of work.

Changes in the capabilities of personnel. As scientists gain research experience,
and additional skills and knowledge through education and training, their capabilities for
conducting research increase. Having more capable people on the staff of your research
organization may make it desirableto reassessresearch opportunitiesand directions. The
strategic plan of research may have to be revised to reflect these additional capahilities.

Changes in available facilities, equipment, and other resources. The
resources available for research act as constraints on the types of research programs that
your organization can undertake. If additional facilities, equipment, or other resources
become available, this may make it possible to change the direction and intensity of
research programswhich, inturn, may requirerevision of thestrategic plan. Similarly, the
loss of key facilities or equipment may require program changes that eventually may call
for revision of the strategic plan.
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The above are only examples of the types of changes in the external and internal
environmentsthat might requirerevision of your organization'sstrategic planfor research.
However, they do suggest the types of factors that should be considered in revising the
strategic plan for your organization. For more information regarding understanding and
assessing your organization's internal and external environments, please see Study Unit
3.3.

In developing a strategic plan for your organization, some provision should be made for
its future revision. This should include specifying periodic assessment of the need for a
revision, including when such determinations should be made, and by whom they should
be made. An outline of key factors to be considered in assessing the need for changes,
perhaps based on those listed above, may provide a systematic approach to determining
the need for revision.

Practical Proceduresfor Monitoring and Under standing Change

It should be clear that monitoring the external and internal (organizational) environments
is critically important for the development of a proactive (anticipatory) management
approach.

One method commonly used by many organizations is called "environmental scanning”
(Pflaum and Delmont 1987). Scanning is an information management technique which
isformally incorporated into your organization's ongoing activities. The primary task of
scanning is to help your organization identify key issues and trends that pose actual or
potential threats or opportunities, analyze and interpret the issues or trends, and provide
information vital to decision makers and strategic planning.

Scanning is conducted by reading widely across many fields, aswell asthe mgjor scientific
journals in forestry, reviewing conference reports and proceedings (and thus being
exposed to thelatest ideas and emerging issues of thefield), attending task force meetings
and conferences, and networking broadly across speciaties (" onegood informant isworth
athousand theories’ [Bryson 1992]). Personnel selected to conduct scanning should be
especially adept at integrating seemingly disconnected facts and issues into a coherent
picture of the future.

To identify key issues, scanners should (Bryson 1988):

» select issues and trend categories of interest (i.e., political, economic, social, and
technological);

* identify appropriate sources of information;

» understand that there is alife cycle to issues and the attention they receive from
organizations and the public;
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* ask key questions:
Isthe issue or trend new?
Doesit come from a surprising source?
Doesit contradict prevailing wisdom?
Isthere a pattern to the issue or trend?, and
» develop asimple recording system or scanning report.

The simplest and best way to analyze issues is through group discussion, creative idea
generating techniques, and the creation of potential future scenarios.

Scanning is best conducted by persons within the organization and in general should not
be delegated or assigned to outside consultants. Scanners should be officially permitted
to devote aportion of their timeto scanning activities, apolicy which requiresahigh level
of commitment on the part of senior management.
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Activities - Study Unit 4.4

Activity 1

L ook back over the past 3 yearsand describein the space below any important

changesin the external environment that affected your organization’s
management and direction. Write your response in the space below.

Activity 2

Again, look back over the past 3 yearsand describein the space below any
important changesin your organization’sinternal environment that affected

your organization's management and direction. Wkite your response in the space
below:
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Comments1and 2

In this rapidly changing world, organizations are faced with dramatic changesin their
internal and external environments. In forestry research, external changesin
populations, forest resource utilization, deforestation and its associated effects, misuse
of upland watersheds, national policy shifts, and changesin the ingtitutional
environment both locally, nationally, and internationally, all affect the manner in which
forestry research organizations operate. Interna changes within the organization could
be personnel changes, unionization trends, internal policies and decision making
approaches, funding and budgeting, etc.

We are certain that as you think about it, you will generate on your list many changes

that have occurred over the past three years, perhaps convincing you of the dynamic
age of change in which we live.
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Activity 3

Considering your responses to the questions above, how did your organization
respond to these changes? Wasit well prepared for the challenges the changes
posed? How could your organization have improved itsresponse? Write your
response in the space below.

Activity 4

Would you characterize your organization’s current management styleascrisis
management (often responding to problems seen as crises demanding immediate
resolution)? Or do you think that your organization israrely surprised by
change, practices an anticipatory, proactive management style, invests
considerable resourcesto regularly evaluate how changesin the organizational
and external environment will affect the organization? Characterize your
organization in the space below.
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Comment 3

Chances are, your research organization successfully anticipated some changes, and
failed to anticipate others. It isimpossible to anticipate every change and prepare for
it. The strategic planning process recognizes this difficulty, and provides managers
with ways to structure their organizations to be prepared for change, even though the
exact nature of the changes cannot be clearly perceived. It isimportant to consider the
future impacts of present decisions, and make robust decisions which handle a range of
possible futures. Completing the strategic planning process, continually updating the
plan to address current conditions, and thinking and acting strategically are vitally
important actions organizations can take to improve their response to unexpected
changes.

Comment 4

Organizational management styles exist on a continuum, from being extremely
unprepared for any changes, opportunities, or threats the organization may experience
(reactive, crisis management style), to those organizations that regularly and
thoroughly analyze their organizational and external environment for emerging trends
and changes and are rarely surprised (proactive, anticipatory management style). Y our
organization likely exists somewhere between these two extremes, with some room to
improve its ability to anticipate change.
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Activity 5

Anticipating and addressing future changes that affect your organization is
fundamental for continued success. What mechanisms would you establish to
formalize the strategic planning process within your organization in order to
anticipate and manage change? Wkite your ideas in the space below.
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Comment 5

There are severa approaches you could take. First, you could establish a timetable to
periodically conduct a SWOT analysisto review the strengths, weaknesses,
opportunities, and threats as they affect the organization (for more information on
SWOT analyses, see Study Unit 3.3). In addition, you should regularly schedule
formal reviews of previoudly identified strategic issues and their strategies, as well as
to identify newly emerging strategic issues facing the organization

An even more organized and formal approach is to incorporate scanning, or
information management techniques, into your organization's ongoing activities.
Scanning helps your organization to identify key issues and trends that pose actual or
potential threats or opportunities, analyzes and interprets the issues or trends, and
provides information vital for decision makers and strategic planning. For more
information on environmental scanning, please see the text of this study unit.
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Summary - Study Unit 4.4

Because change isinevitable, sooner or later any plan will become obsolete and thus will
need revisionto reflect new conditions. All planning isconcerned with anticipating future
events, which cannot be known with any degree of certainty. Thus, it is necessary to
periodically update your research organization's strategic plan to address changes and
trends.

Preparing aformal strategic plan is time-consuming and human resource-demanding. It
cannot and should not bean annual event. However, oncethe strategic planisformalized,
limited periodic reviews of the external and organizational environment to keep abreast
of change are necessary and appropriate. Using methods such as environmental scanning
can improve the efficiency of this information management process, and can contribute
to amanagement style that is proactive, anticipatory, and considerably more effective at
dealing with change.

If you would like more information about ways to update your strategic plan in response

to change, we encourage you to obtain and review the interesting articlesidentified in the
literature cited and other references listed at the end of the module.
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Final Skill and K nowledge Assessment

Module 4 - Producing and Disseminating the Strategic Plan
Onthefollowing page arelisted anumber of skill and knowledge statementsderived from

the objectives of the study unitsin module 4. These are identical to those listed in the
initial skill and knowledge assessment at the beginning of the module.
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Now that you have completed module 4, please read each statement carefully and
indicate with a checkmark the level that best describes your current skill or knowedge,
from1to 5, using the following descriptions:

N

g b~ w

| cannot perform this skill, or | have not been exposed to the information.
| cannot perform this skill, but have observed the skill or have been exposed to the

information.

| can perform the skill or express the knowledge with assistance from others.

| can perform the skill or express the knowledge without assistance from others.

| can perform the skill or express the knowledge well enough to instruct others.

Skill or Knowledge Statement

Your Level of Skill or Knowledge

1

2

3

4

5

a) Describe a 5-step process to identify strategies that will
address previously identified important forestry research
issues, or that will help your organization to achieve high-
priority research goals.

b) Describe the most commonly included elements of a
strategic plan, and why they are important.

¢) Develop aformat for a strategic research plan that is
appropriate for your organization.

d) Describe the importance of continuous interaction with
policy makers, funding agencies, research users, and other
key stakeholder groups to gain and retain political and
public support for your strategic plan.

€) Describe the types of changes in the external
environment and within your organization that could affect
future research needs and program activities.

f) Explain why it isimportant to update strategic plans to
adapt to changing conditionsin the external environment or
within your organization.

0) Develop apractical procedure that could be used by your
organization to periodically review and update its strategic
research plan.
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Readingsfor M odule 4

Thefollowing reading hasbeen selected to provide you with additional informationrelated
to the material covered in module 5. We hope you will find it of interest.

ICRAF. 1993. ICRAF: Theway ahead; strategic plan. Nairobi, Kenya: International
Centre for Research in Agroforestry (ICRAF). 29p.
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